This is the first in a series of articles appearing in Library Leadership & Management that provides library leaders with an outline for creating a sustainable and consistent communication plan across all platforms and venues. Going beyond traditional marketing and branding, this series suggests a comprehensive approach to communication -both to people and to the computer networks that people use -for everyday communication, for disaster planning, and for the library's strategic endeavors. There are many elements that can communicate and convey a library's identity and values -social media posts, budget structures, library guides, strategic plans, etc. A coordinated and strategic plan for communication and outreach will strengthen your library's value by creating a common experience and understanding by your library community, including library patrons, boards, administrators, and donors as well as internet search engines, social media networks, and their users. This plan will keep the library focused on objectives from the strategic plan and not straying beyond the plan, which could otherwise drain resources from what is trying to be achieved. This first article outlines the purpose and development of a library's values, mission, and vision statements, a strategic plan, a communication plan, and the embedding of that plan in organizational culture. Subsequent articles explore offshoots of this communication including budgeting message and presentation, social media strategies, and search engine optimization and semantic web identity.
optimization, social media optimization, and budget presentation. These approaches can be made more focused and consistent by using the language and goals that are from the various parts of the S&P.
Creating Statements and Plans (S&P)
Objective: To create a library values statement, mission statement, vision statement, and strategic plan to focus library efforts and use of allocated resources.
Before embarking on creating a communication plan, it can be useful to use existing documents or create new ones to shape the language used on the plan. Many libraries focus their efforts by formalizing their intentions through a values statement, a mission statement, a vision statement, and a strategic plan (parts of the S&P) which can be used form the foundation for the library's communication plan (Figure 1 ). Some libraries may only have some parts of the S&P in place. Other libraries may have these ideas as an informal part of their culture, but may not have put them in writing for internal or external audiences. While not all of these parts are required to write a communication plan, establishing at least one of the statements and a few strategic directions can provide members of the organization with commonly understood language about why the library does what it does -and does not do what it does not do. If you already have up-to-date elements of the S&P in place, you may want to jump to the next section which outlines the formation of the communication plan, the final part of the S&P. With some or all of the parts of the S&P, the library can build a communication plan which focuses these efforts using shared language and commonly understood direction which reflect what the library is and what it is trying to achieve.
There are many resources in the library and business literature which can offer ideas of how to navigate your specific S&P process, especially the strategic planning step. Miller et. al provide results of an exploratory survey and literature review to explore what was and was not helpful to libraries in their strategic planning processes. 2 Wayne outlines his academic library's strategic planning and associated vision statement creation process." 3 Nutefall provides a great overview of the S&P process and discusses the benefits of using an outside facilitator to help guide the process. 4 One popular tool in libraries is the Balanced Scorecard. De la Mano and Creaser (2014) offer a summary of many of these efforts. Cervone adopts a Scrum model to allow for agile strategic planning. 5 Dole, Dabbour, and Kott discuss the problems with libraries using business models to go through the S&P process and, instead, offer an approach to S&P designed for libraries which uses appreciative inquiry as its foundation. 6 Saunders surveys existing academic library strategic plans for trends and underrepresented areas. 7 I recommend using these readings to decide how you approach developing and updating your strategic plan.
Keep in mind that the S&P process itself is, in many ways, as important as the outcomes of that process. You will want to make sure to give your organization time and space to work through the process so that members of the organization feel ownership for the S&P created, have a common understanding of the library's priorities and strategies, and be able to use the S&P to guide their work and future projects that may come their way.
The 5 Parts of the S&P
When making your S&P, it can be useful to create the values statement first, since your values will drive your mission, vision, and strategy. Then, a mission statement and vision statement set a focus on what your library does and how it will get to where it wants to go. The strategic plan then builds on these statements and sets goals, strategies to achieve these goals, and measures of success for the next several years. Finally, the communication plan reflects all that was formed through this process to form clear and consistent messaging. Each of the parts of the S&P is described in the following section, with the communication plan described in further detail in the subsequent section
Values Statement
The values of your library and of your organization will inform what is reflected in your mission statement, your vision statement, and the priorities set forth in your strategic plan. The Society for Human Resource Management (SHRM) describes the values statement as "what the organization believes in and how it will behave." 8 In addition to visiting any values statement from your parent organization, it may be useful for your library to review some of values of the library profession such as the American Library Association's (ALA) "Core Values of Librarianship" and the International Federation of Library Associations and Institutions (IFLA) "Core Values" to find language and ideas that may resonate with your employees. 9 It is important that members of your organization talk collectively about what the main concepts in the values statement mean to them and how those concepts tell the story of the library. Keeping in mind that you want to consistently communicate internally and externally about your library, the language established in your values statement should then permeate into your mission and vision statements and, in turn, your strategic plan. 
Mission Statement and Vision Statement
Once the values statement has been created, your library can then create its mission and vision statements. It is useful to construct these two statements in coordination with each other as they are interrelated and interdependent. SHRM notes that "A mission statement explains the department's reason for existence. It describes the department, what it does and its overall intention. The mission statement supports the vision and serves to communicate purpose and direction to employees, customers, vendors, and other stakeholders. The mission can change to reflect a department's priorities and methods to accomplish its vision." 10 SHRM provides the following guidance regarding a vision statement. "A vision statement describes the organization as it would appear in a future successful state. When developing a vision statement, try to answer this question: If the organization were to achieve all of its strategic goals, what would it look like 10 years from now? An effective vision statement is inspirational and aspirational. It creates a mental image of the future state that the organization wishes to achieve. A vision statement should challenge and inspire employees."
11 Lucas-Alfieri observes that a vision statement "in many aspects is a glimpse into the future."
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The trick to writing mission and vision statements is to make them concise and memorable, but not dull, which can be difficult, but not impossible. The writing of the mission and vision statements can use the same model as the values statement creation process. One difference, though, is to start by returning to the values statement to remind people of the core identity of the library and the words used to describe its values and then embarking on the brainstorming, grouping like concepts, voting, and writing process as was done to create your values statement.
As an example, a mission statement could be:
We support and advance teaching, learning, and research for the university
S&P Exercise 2 -Make a Mission Statement:
V o l u m e 3 3 , n u m b e r 2 Volume 29, number 3 
Strategic Plan
With your library's values, mission, and vision statements in place, you are ready to create or update your strategic plan. At this point, hopefully, you've engaged members of your organization in developing your values, mission, and vision statements. You can continue the momentum of having members of your organization thinking about the future by engaging them in the strategic planning process. Keep in mind that strategic plan is not intended to cover everything your library does. It is meant to focus on a few strategic objectives for the next several years, taking a position on how it will meet those strategies, and identifying relevant means to meet those objectives. For instance, an objective may be to reduce costs for college students to attend school. A strategy would be for the library to provide assistance to all faculty in identifying relevant, high-quality open educational resources (OER). Actions might include creating an OER toolkit for faculty, conducting workshops to help faculty identify OER, or hosting OER on the local institutional repository. Measures could include looking at enrollment, cost of texts in previous semesters, and multiplying the two for a total amount of money saved by students.
Begin your process by establishing what perspectives you want to use in looking at your plans. Examples of perspectives to consider could be financial, user, student, donor, etc. Each perspective should have 2-4 objectives which will help achieve what has been outlined in the perspective. Every objective should have ways to measure progress on achieving that objective.
To illustrate, one perspective with objectives could be:
1. Internal Processes Perspective -We will… a. Create useful, dynamic, and accessible digital and physical spaces; b. Collaborate with researchers to produce digital research and scholarship; c. Expand, diversify, and adapt our collections and services; and d. Grow an engaged library community through marketing and outreach.
S&P Exercise 4 -Establish Strategic Objectives:
Complete your own strategic objectives. These objectives should answer:
1. From what perspective is the objective coming? 2. What are 2-4 ways you will achieve this objective?
Once you have established your objectives, you will want to identify some actions to take to achieve those objectives. Then, you need assign measures for those objectives. These measures may include establishing a baseline of your current situation in order to compare it in the future. For example, if you want library-provided electronic resources to be used by a certain minimum percentage of your student population, then you would need to know that you could get that information and establish the current percentage for future comparison.
Building on the example above, Objective 1.a states "Create useful, dynamic, and accessible digital and physical spaces." This objective could have an strategic action item to "make library group study rooms ADA accessible" and could be measured by using one of the many tools and resources identified by the ALA Association of Specialized and Cooperative Library Agency (ASCLA) on their site which might include, for example, "percentage of group study rooms with screen reader technology installed on computers in rooms." Complete your own strategic objective measures. These measures should answer:
1. What will you count or assess about the objective? 2. How will gather this information? 3. What formula will be used? 4. How often will this data be collected and analyzed? 5. What will be the baseline against which to measure? 6. What will be a target measure of success? 7. Who will coordinate the gathering and reporting of this information? 8. What initiatives need to take place to make achievement of this objective possible?
Completing the S&P: Creating the Communication Plan

Objective: To create a communication plan that incorporates the existing elements of the library's S&P and centralizes information about communication.
Now that you have put the first four elements of the S&P into place, there is a clear outline of the library's purpose and goals. Next, it can be useful to round out your S&P by creating a communication plan incorporating these ideas into everyday communications and into related efforts made towards fulfilling your strategic plan. Developing a plan will help focus this work by using consistent language, being consistent on where, when, why, and how your library communicates, and helping you keep what your library does within the scope of its established S&P.
Consider what larger entity-such as a college, university, corporation, city government, county government, school, etc. your library organization is a part of and what means and approaches this parent organization uses to communicate. Also consider how your community communicates and if there are means being used by your parent organization that you could tap into to make the library more visible. How you develop your communication plan and its various steps should take into account the culture of your parent organization and your community so your approach will align and resonate with those who you are trying to reach. This consideration is crucial, as coordinating with your parent organization and connecting with your community will only work if you have developed communication strategies that recognize the approaches and preferences of these entities.
For example, let's say your strategic plan includes an objective to "improve student study spaces for group learning" and you decide to remodel your library's second floor for this purpose. You decide to get student input on what this remodel might include, including the furniture, the paint colors, locations of electrical outlets, signage, and lighting. Your communication plan would remind you all of the places you might want to share this call for input from students and remind you of the language you might want to use in such a call. If one of your values from your values statement is "transparency and accountability," you could consider using those words in your call for input. If this objective is in support of the strategic plan item "Create useful, dynamic, and accessible digital and physical spaces" then you could communicate that broader plan as a part of why you're doing this upgrade. When the project is completed you also might want to include an update to your library's Wikipedia entry to reflect the update to the 2nd floor and to convey the wording about "improving physical spaces" as a part of the language used there. Your communication plan will help scope out how you manage this project and other library projects, services, and resources moving forward.
In the following list, you can find some publicly posted communication plans of libraries. In these plans, there are elements such as objectives, strategic goals, promotional strategies, target audiences, messaging, branding, style guides, evaluation measures, etc. Some of these plans are tied directly to the library's S&P and others reference elements of the S&P but may not be overt in linking their communication plan to the S&P. Elements not found in these plans include other forms of communication such as communication to machines through search engine optimization, semantic web identity, and social media optimization. Also not present is the role of communication in association with budget presentation and resource allocation. The following section explores how to include the basic building blocks of a communication plan while future articles in this series include non-traditional elements of communication plans such as social media optimization and budget presentation.
Examples of Existing Library Communication Plans
• Cornell University (New York, USA) Library:
https 
Constructing the Communication Plan
Your communication plan guides the efforts of the library in all its areas of communication. Library employees, board members, and volunteers will be referred to this document for guidance on the ways and means of communicating. Once established, it should be revisited several times a year and updated every 3-5 years, in coordination with the updating of your S&P. The elements below can be adjusted to what best suits your library and its culture.
This section includes the potential parts of the plan. The next section discusses the process of developing the plan and socializing the plan. Remember, you can make a plan but it won't be effective unless people actually follow it in their daily work.
Introduction and Purpose
Begin your communication plan with an outline of its purpose so that others reading the document understand why to use it. Some potential reasons could include:
• Promote awareness of library's activities at any point of contact with the library.
• Build support for the library's activities and ensure a justifiable and supportable budget.
• Keep the library's S&P at the forefront of communications to keep on track with S&P and not stray out of scope.
• Make all employees aware of the S&P and be able to talk about it at all points of communication. For example: writing a position description should obviously align with the library's goals and values and use language from the S&P.
S&P
Next, to keep the elements of your S&P as guiding principles for your communications, the communication plan should include all the parts of the S&P at the beginning of the document
Audience
Who is your library trying to reach? You likely have different audiences in mind for different communication topics and venues. It can be useful to list these audiences as primary and secondary, and even tertiary, to keep your efforts in scope. It is extremely important to remember that your audience may not be limited to people as computer networks also understand the library based on the algorithms they use to find information. Some audiences could include: current students, tenure-track faculty, alumni, board members, underrepresented and underserved populations, city officials, news media, search engines, social media networks, parents, people with disabilities, homeless population, etc.
Key Messages & Stories
Your key messages will be informed by what you established in the other parts of your S&P. These messages should say what the library is, what it has, what it does, and why. For instance, a key message could be "The Library has useful, dynamic, and accessible digital and physical spaces to support student learning." Ideally, it is best to keep the number of key messages at ten or fewer so as to keep focused and consistent in messaging. If you decide to break out your key messages by audience type, you may have more than ten strategies in total, which is fine.
For each of your key messages, begin to collect stories which convey these messages. Consider what kinds of stories might resonate most with your audience. For example, if the library helped faculty adopt OERs into a class, would any students from that class be willing to share their stories of what that cost savings meant to them in their daily lives?
Communication Venues
Identify all of the areas where the library communicates and any associated best practices and associated permissions for posting in these venues. This information will let others know what is required to use these venues for communication.
• 
Promotional Strategies and Actions
For each of the key messages, you will want to identify the communication format(s) used and the strategies employed. For instance, if you have the goal to promote the library as a warm, welcoming place, you could identify social media as the communication format used and take pictures of the library and screenshots of digital collections to post on social media platforms.
Workflows & Style Guide
To make it easier for members of your organization to identify where they want to communicate and what they communicate, a style guide can be a useful part of your communication plan. It is likely your parent organization will already have such a guide that you would want to consult in conjunction with creating this section of your plan. For each of the areas, include any relevant procedures, permissions needed, and persons or offices to contact. Some possible areas to put in your style guide include:
• Style guide including use of logos, colors, fonts, capitalization, naming (such as how to refer to the library and its departments) 
Other Plans and Policies
Your library may also have other plans such as a disaster plan or an instruction services plan. These do not need to be repeated or duplicated in your communication plan, but you can add a section to your communication plan which reminds people maintaining other plans to include the main categories used in the communication plan, in addition to whatever other categories are needed for that specific plan. Also, policies would not need all of these categories as they are intended to set broad boundaries and scope around a function, but they can still embrace language from the S&P.
Socializing the Communication Plan
Objective: Create a common understanding of the library's S&P by its employees, frame library efforts around the S&P, and have commonly understood approaches to communicating about these efforts.
Understanding How Communication Fits into the Daily Work of the Organization
The adoption of the communication plan by your organization will help integrate the other parts of the S&P into the daily work of the library. While you may have a few individuals lead the process of constructing the communication plan, engaging as many other people in your organization into that process will help them feel invested in the plan, will raise immediate awareness about the plan, and will provide more perspectives and ideas to make the plan more adaptable to a variety of working styles and situations. Also, if you return to the values statement you created, you will likely find values which would encourage you to be inclusive, transparent, or participatory in your processes. Now is a good time to put those values into practice! As a starting point, consider giving people a set of prompts to think about regarding their daily work, the parts of the S&P, including your communication plan. By helping them actualize how the pieces of the plan would align with their daily work, you can gain perspectives of how you might construct your plan. First, consider providing a template for members of your organization to complete with some guiding options to keep their answers aligned with the strategic plan. These completed templates can then inform discussions in groups and one-onone.
Prompts for Library Employee Communication Exercise
